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Reflections on a Leadership Development Program 
for Queensland Public Sector Managers 
Abstract 
For many years now, leadership development programs have been designed and implemented 
for public and private sector leaders around the world. While their focus and purpose can and 
does differ, they have been identified as an important means by which leaders can develop 
skills and competencies required to manage new, challenging and complex work 
environments. This article discusses a leadership development program for Queensland 
public sector senior managers. It reports on findings from semi-structured interviews with 
fifteen participants who constituted the first cohort to participate in the program and a follow 
up focus group interview with seven of the original fifteen participants some four years after 
the first interview. One of the key findings from the study is that participants continue to 
attribute considerable personal development and managerial growth to what was perceived as 
a life-changing program. 
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Reflections on a Leadership Development Program 
for Queensland Public Sector Managers 
 
Introduction 
In Australia, the United Kingdom and many other countries in the world, the last two decades 
have witnessed considerable change and restructuring to the public sector. Policies based on 
managerialism or ‘new public management' thinking (Bevir, Rhodes & Weller, 2003, p.1) 
were introduced as a means of making public sector organisations more competitive, 
accountable and efficient in the delivery of public services (Bradley & Parker, 2001). In 
Queensland, Australia, a suite of wide-sweeping reforms had the effect of changing the 
mission and strategy of the public service to make it more aligned to practices of the private 
business sector, without losing sight of its key ‘values such as integrity, probity, impartiality 
... and responsiveness to Ministers’ (Davies, 1997, p. 23). To guide the public sector towards 
its new mission, the Office of the Public Service (now known as the Office of Public Service 
Merit and Equity, OPSME) developed a leadership framework to build leadership capacity 
required for its managers. It introduced a range of initiatives to support and develop 
leadership including a leadership network strategy among senior mangers; secondment 
opportunities for managers to work full time on specific projects; offerings of lectures, 
seminars and forums on leadership; mentoring / coaching cells for small groups of managers 
to share and learn with and from each other; and leadership programs for senior and middle 
level managers (Davies, 1997; OPSME, 2000). The rationale behind these initiatives was that 
they would help leaders create the organisational culture change that was required to build a 
more trustful, less competitive and responsive public service (Davies, 1997). In this paper we 
investigate one of the more powerful initiatives that emerged from the leadership framework: 
the Experiential Leadership Development Program (ELDP) which was offered to senior 
public servants from 1997 to 2003. The paper reports on findings from interviews (carried out 
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in 1999 and 2003) with participants from the first ELDP cohort to determine their perceptions 
of its impact on their lives and work. The paper begins by reviewing some of the literature on 
leadership development programs in relation to their view of leadership and the learning 
approach which can underpin them. 
 
Leadership Development Programs 
Leadership or management development programs attempt to provide specialist training and 
education to enrich and enhance the skills, perspectives and competencies of leaders (Collins, 
2001). In both the public and private sector, organisations invest in these programs because 
of the belief that high quality leadership holds the key to organisational success. The content 
focus of leadership development programs differs greatly as some programs focus on team 
management, while others are more concerned to develop either the individuals' specific 
needs or the organisation's needs (Alimo-Metcalfe & Lawler, 2001). Underpinning the 
content of particular leadership programs is a view or perspective about what is leadership 
and how it should be exercised. It is beyond the scope of this paper to discuss a wide 
selection of leadership perspectives and theories and, for this reason, only a limited 
examination of some salient theories of leadership are explored. The theories discussed are 
those that in our opinion resonate with a particular view of leadership that characterised the 
ELDP. 
Leadership theories and perspectives 
It is over thirty years ago that Katz and Kahn (1996, p. 301) stated that leadership is a 
‘slippery concept'. It defies simple definition and many different views and perspectives 
about what constitutes effective leadership performance and practice have been identified and 
recommended in the literature. For instance, in the middle of the last century, leadership 
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literature maintained that successful leadership was the result of attributes of individual 
leaders. For example, the ‘great man' approach and ‘the trait approach’ were prominent at 
that time. Both theories gave way to ‘leader behaviour theory’ an area researched by 
universities such as Harvard and the University of Michigan (Bales & Slater, 1955) in the 
1950s and 1960s. Leader behaviour theory was based on the two factor leadership theory, 
which as the name implies, stipulates two factors. These are structure and consideration and 
they constitute what Bales and Slater (1955) identify as leadership behaviour. Structure refers 
to leaders getting the job done, structuring the work, specifying the tasks and establishing 
well defined patterns of behaviour (Owens, 1998, p. 204). The other dimension, 
consideration, is concerned with the leaders' ability to develop friendship, mutual trust, and 
respect and warmth with followers (Owens, 1998, p. 204). The two factors were seen to be 
independent so that effective leaders were designated as those who performed well on task 
related duties and also on developing relationships. Subsequent theorists (e.g. Hershey & 
Blanchard, 1972; House, 1971) have built on from the two factor leadership theory and 
pursued contingency theories, while more recent leadership theories have embraced insights 
drawn from a wide array of disciplines such as philosophy, psychology and sociology. 
 
A recent reworking of the two factor theory of leadership has come from Wheatley and 
Kellner-Rogers (1996) and M. J. Wheatley (1999) who argue that leadership is constituted by 
two key dimensions: the rational and the non-rational. Their work was built upon by the 
DTIR Leadership Learning Team for the Queensland Public Service (1998) and formed the 
basis of the leadership perspective that underpinned the ELDP. 
 
According to the DTIR leadership Learning Team (1988), the rational dimension of 
leadership is somewhat akin to ‘structure’ within the two factor theory since it relies on the 
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rationality of organisational structures, technical skills, procedures, process and strategy. The 
non-rational is akin to ‘consideration' since it focuses on a range of affective and 
interpersonal people development skills such as relationship building and mentoring as well 
as risk taking and tolerance of failure. The non-rational also deals with the non-verbal and 
non-logical elements of human activity and relationships (DTIR, 1998) or as Kiser, 
Humphries and Bell (1990) and Smith and Sharma (2002) state, the ‘emotional’ aspects of 
leadership and an interpersonal approach to leading and motivating others. Between the 
rational and non-rational is a line (i.e. a green line) which represents the point at which the 
rational and non-rational leadership activities meet.  ‘Working below the green line' was the 
focus of the ELDP since its primary concern was for public sector managers to develop their 
practices in the ‘affective’ areas of managing people. 
 
At this juncture, it is important to note that some authors have defined the rational and non-
rational dimensions of leadership somewhat differently from DTIR (1998). For example, 
Collons (1982) and Hyndman and Eden (2001) refer to rational leadership as a logical, linear 
and systematic approach to decision-making that involves planning, developing solutions and 
making decisions based on rules. Not surprisingly, critics of rational models have argued that 
such models disregard the qualitative dimensions involved in decision making and tend to 
ignore the importance of influence of the political and cultural context in shaping decisions 
(Hyndman & Eden, 2001). The non-rational view of leadership has also been captured by 
writers such as de Vries (1989) and Clements and Washbush (1999) who emphasise the ‘dark 
side’ of leader-foller relationships. By way of example Kets de Vries (1989) refers to 
negative elements of  personality (i.e. such as controlling, dependent and masochistic 
dispositions) evident in follower behaviours that can have serious consequences for the health 
of relationships between leaders and followers. The contribution of writers such as Kets de 
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Vries (1989) and others is that it gives recognition to the fact that the non-rational dimensions 
of leadership are not always benign but can be based on use or abuse of power and control. 
For the purposes of this discussion, however, the meaning of the rational and non-rational 
views of leadership as identified by DTIR (1998) is followed and the next part of the 
discussion explores some literature which supports these perspectives further. 
 
Recent decades have seen a focus on `excessive managerialism' and the ‘pursuit of profits, 
prestige and outcomes' (Bhindi & Duignan, 1997, p. 118), yet, increasingly, there has been a 
call for a shift away from this purely scientific, hierarchical control model of management to 
one that values leadership as a human centred enterprise (Ehrich & Knight, 1998). Within 
this approach, the challenge for leadership lies in the development of the human side of the 
enterprise. Moral leadership (Sergiovanni, 1992), servant leadership (Greenleaf, 1977; 
Sendjaya & Sarros, 2002), noetic leadership (Kibby & Härtel, 2003) and authentic leadership 
(Bhindi & Duignan, 1997) are just some of the leadership theories that have emerged in 
recent times as a reaction to the dominant disempowering, paternalistic, and control oriented 
approach inherent in managerialism. Of these, authentic leadership is worthy of closer 
scrutiny for its contribution to understanding the non-rational sphere of leadership. 
 
Bhindi and Duignan (1997, p. 119) argue for what they describe as ‘authentic leadership' 
based on authenticity, intentionality, spirituality, and sensibility. Authenticity refers to the 
discovery of the self through relationships within organisational structures and processes that 
support core values. Authenticity also implies sincerity, trustworthiness and genuineness 
(Bhindi and Duignan, 1997, p. 121). Intentionality refers to visionary leadership that takes its 
energy from the intentions of members of the organisations who together create a vision for 
the future. Spirituality is concerned for the rediscovery of the spirit within each person and 
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the purpose of relationships with others. Sensibility refers to the feelings, aspirations and 
needs of others (Bhindi & Duignan, 1997, p. 119). Each of these four dimensions of authentic 
leadership fit well within the non-rational component of the DTIR model since authentic 
leaders are those who are people-centred and focused on the development of affective 
interpersonal relationships with others. The next part of the discussion considers some of the 
approaches that have been utilised in leadership development programs. 
Approaches to leadership development programs 
Underpinning leadership development programs is not only a particular view of what is 
understood by leadership, but also a perspective regarding how leaders learn and a learning 
methodology that guides the facilitation of the program. Blackler and Kennedy (2004, p. 181) 
maintain that to date there is little consensus in the literature relating to the most appropriate 
learning techniques or approaches required to develop leaders effectively in the public sector. 
Yet, there seems to be a range of approaches including traditional academic and formal 
approaches (Mitchell & Poutiatine, 2001), competency based approaches (Holton & Naquin, 
2000) and experiential learning approaches (Kaagan, 1999; W. Wheatley, 1999) that have 
been identified as having merit for developing leaders. 
According to Tight (2000, p. 110), three mainstream approaches utilised by facilitators of 
adult learning and management learning are action learning, experiential learning and 
reflective practice. Central to each of these approaches is the notion of reflection that can be 
carried out both individually and collectively. The major approach that was utilised in the 
facilitation of the ELDP was experiential learning. Experiential learning approaches have 
been advocated for developing leadership competence because learning is placed close to the 
learners' previous life experiences (Kaagan, 1999; Mitchell & Poutiatine, 2001). These 
approaches are seen to provide opportunities for learners to reflect upon them experience, 
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evaluate it and reconstruct it in order to derive new understandings and meanings. The 
reflection on the learning can sometimes lead to action or new ways of behaving (Andresen, 
Boud & Cohen, 2000, p. 225). While an advantage of these programs is that they have the 
propensity to enable participants to get to know themselves better, and therefore promote 
self-growth, a disadvantage is that the process can sometimes be painful (Newman, 2000, p. 
77). One of the aims of the ELDP was to help leaders ‘break down the silos' that had existed 
historically between and among public service departments. In order to achieve this, an 
experiential learning methodology guided the learning process to assist participants `build 
greater self awareness', and `demonstrat[e] skills in building networks' (OPSME, 2000, p. 8). 
A learning approach which is not so well-recognised in leadership development programs but 
deserves comment here is activity theory. Characteristics of activity theory include its 
emphasis on dialogue in the learning process; the connection between personal and 
organisational change; and the recognition of tensions and dilemmas in a person's work 
(Blackler and Kennedy, 2004, p. 185). This learning occurs 
when people reflect on their overall system of activity ..., acknowledge key tensions 
within it, consider what pragmatically might be attempted at local level to resolve 
them and, with others, develop new approaches in practice (Blackler & Kennedy, 
2004, 185). 
 
While activity theory shares some common ground with action learning and experiential 
learning approaches, it emphasises the creative potential inherent in recognising tensions and 
‘reconfiguring [participants'] ... activity systems by developing new objects of activity' 
(Blackler & Kennedy, 2004, p. 185). According to Blackler and Kennedy (2004) whose 
leadership development program for chief executives (CEs) in the public sector in England 
utilised this approach, activity theory was perceived by participants as very valuable and one 
of these reasons was it helped the CEs to recognise that their job is about dealing with 
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dilemmas and tensions. It was this realisation that provided the participants with the tools to 
recharge their commitment and resolve to their highly pressured work contexts. 
 
The aforementioned discussion has identified some of the different approaches that can be 
used to develop leadership capacity. Before considering the perceptions of participants 
regarding the impact of the ELDP, the next part of the discussion considers the methodology 
that steered the study. 
Methodology 
The research brief was to investigate the effects of an intensive, nine-day residential 
leadership development program on the leadership practices of a group of senior managers / 
executive officers across several departments in the public service. The leadership program 
was developed and facilitated by external consultants who had considerable experience 
working with senior managers in the private sector. In order to discover the impact of this 
program on the work of senior managers, we utilised semi-structured 
interviews and focus group interviews. The use of interviews was deemed the most 
appropriate data-gathering device since it enabled participants to reflect upon and make sense 
of their experience (Seidman, 1991, p. 3). Focus group interviews were also chosen since 
they are a useful research technique that enables groups of participants to express their 
feelings and opinions about issues and ideas (Basch, 1989, p. 414). 
The 22 participants were from various sectors in the public service and held high level 
positions and there  were two main phases in the data collection. Phase 1, carried out in 1999, 
involved 15 of the original 22 participants of the first ELDP to be offered to public servants 
in 1997. It consisted of semi-structured interviews with nine participants (face to face), one 
telephone interview and a focus group interview that involved five participants. Phase 2, 
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carried out in 2003, was a focus group interview with seven participants from the original 
interview group of 15. Ideally, we would have preferred to obtain data from all 22 
participants. However, this proved difficult in Phase 1 and even more difficult in Phase 2. 
With the lapse in time some participants had moved from the public service, others had 
moved interstate  and some, because of the workplace demands found it difficult to give up 
the time required. In both phases, participants were asked to describe the impact of the ELDP 
on their work practices. In Phase 2, participants were asked to identify specific examples of 
organisational changes they made which they could attribute to the influence of the ELDP. 
Interviews from both Phase 1 and Phase 2 were not tape-recorded and this was in accordance 
with the expressed desires of the participants. Members of the research team took detailed 
notes which were typed immediately after the interviews and returned to participants for their 
verification. 
Findings 
The first part of the discussion provides some insight into the experiential learning program 
undertaken by the participants. Data from both phases of the study are discussed here. 
Although participants were not asked to describe the program in the second interview, many 
took the opportunity to do so. Indeed, participants provided vivid and at times animated 
descriptions of the program as though it had occurred yesterday, yet the experience took 
place some years previously. The next part of the discussion considers the impact of the 
program on (i) participants individually and (ii) on the organisation in terms of the changes 
they may have made because of the influence of the program. Here data from the two phases 
in (i) is differentiated to illustrate potential changes to participants' perceptions during the 
four year gap between the two interviews. 
The ELDP experience 
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A couple of the participants recalled that they did not want to attend the nine day residential 
workshop because it seemed to ask a great deal of them in terms of time away from their 
family and personal lives as well as other commitments. Compounding their initial 
unwillingness was their uncertainty about the purpose of and rationale for the program. They 
claimed they did not know what to expect and this was due partly to the fact that they 
constituted the `first cohort' to undertake the intensive training. Participants recalled they did 
not wish to engage in the degree of ‘sharing' that was expected of them. One participant 
indicated that the very public way in which the activities were conducted made her feel that 
'there was no place to hide’.  Another claimed she did not want to contribute too much to 
those early discussions because of the ‘mistrust' that permeated the culture of the public 
service. This mistrust was viewed as being apparent not only within individual departments, 
but also across departments within the public service. While this participant indicated that she 
was not necessarily mistrustful of her peers undergoing the program, she recognised that 
disclosing too much could have negative implications for her personally when she returned to 
her respective department. 
 
The mistrustful attitude of participants and their guarded behaviour altered by days 4 and 5 
due to a immensely significant change in the dynamics of the group. One participant used the 
metaphor of a dam to describe the group and said that on day 4, ‘a dam broke' which resulted 
in members of the group sharing personal life experiences. Another stated, ‘when the dam 
broke sharing occurred' and ‘mistrust changed to trust'. It was the quality and degree of the 
interpersonal sharing that became the ‘cohesion’ and ‘glue’ that bound them together as a 
group. Participants stressed that the high levels of self-disclosure led to greater `tolerance' 
and `understanding and acceptance of the diversity of others' among group members. One 
indication of the trust that had been established was the `genuine conversations', the 
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‘generative dialogue' which was 'non-judgemental' yet produced searching conversations 
with ‘incredible results'. A comment that revealed the extent to which a powerful bond had 
been developed for the group was ‘we were prepared to do anything for each other'.  These 
comments confirm not only that communication was open, challenging and supportive, but 
also that a powerful understanding and bond had developed among participants. 
 
The content that was used in the program was described as ‘mainstream' by one participant. 
Another explained that the content was ‘not sophisticated'; in fact, most of the participants 
were tertiary educated in the leadership and management field and had a history of attending 
a great number of leadership oriented programs. However, it was the experiential learning 
process that was the defining feature of the program. As one participant stated, `it was 
profound' since it enabled them to move from the `head to the heart'. One participant 
described the application of a management exercise and said,  
we were challenged to build a team without a task, very frustrating, but at the end of 
the program, I realised it was all about cooperation. Productivity went through the 
roof when the groundwork for relations was sorted out. 
Impact of Program on Participants in 1999 (Phase 1) 
In Phase 1, many participants reported that the ELDP produced profound effects on their 
personal lives in terms of their re-assessment of previously held values and beliefs about their 
work and personal life. In these cases, the effects can be likened to the kinds of outcomes 
experienced through some form of spiritual awakening or therapeutic breakthrough. For 
instance, a participant stated, `I used to live up to other people's expectations [the ELDP 
offered] 'a pathway of spiritual growth' and now 'each day is something to look forward to. 
The struggle to let the heart have equal time with the head is almost over'. Another 
participant talked about the way the ELDP `changed who I am, what I am'. As a result, the 
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participant `had learned to like [himself]' and found an `inner peace'. These personal changes 
were evident in his greater `patience' and practice of `reflecting' not `just reacting' before 
making decisions. Another participant noted a similar change of perception: ‘I believe I 
understand myself better', [the ELDP] allowed things to come out at a conscious level'. 
Participants also provided concrete examples of how the program challenged their previous 
management practices and enabled them to improve their relationships with others at work 
and their ability to confront and seek resolution. As one participant noted, `I used to avoid 
conflict, but now I can confront and deal with it. I now see people as individuals and I no 
longer just deliver the standard public service line as the method of dealing with problems'. 
Another participant reflected on the ability to ‘fill in the missing parts of relationship-based 
management' and how this enabled her to `drive the organisational goals with everyone 
staying the same direction'. One participant noted that `no matter how good your systems 
are... with the best ideas and plans' they will be ineffective `unless you can 
convince others ' through the quality of interpersonal relationships. Another concluded that 
`effective work plans' are `constructed around relationships'. In summary, data from Phase 1 
of the interview revealed that an important outcome for individual participants was self 
knowledge and awareness and a set of tools that enabled them to build and maintain 
relationships with others at work. 
Impact of Program on Participants in 2003 (Phase 2) 
As with findings from Phase 1, all seven participants spoke with the same enthusiasm and 
praise for the program as they had done four years' previously and identified important 
outcomes for themselves personally and improved relationships with others. As one participant 
stated, the program was `personally brilliant and has changed my outlook and attitudes and 
actually my life'. Several participants commented on the way the program enhanced their self 
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knowledge and awareness. For instance, one said, [I'm] `more aware of my personal practices’ 
while another said, ‘as part of the personal development [I] have become [a] more peaceful 
person, not so driven and able to see more opportunities and alternatives as a result'. 
Another made reference to having a better understanding of himself, his needs and his 
effectiveness in the job. 
 
Similar to Phase l, participants emphasised the way in which their relationships with others had 
been enhanced as a result of the program. One said [I'm] `more trusting and open ... [I'm] 
able to interact better with people, including those [for] whom I would normally have no 
respect'. Another commented about having a `better understanding of others' and yet another 
referred to being more `consultative'. One participant stated that before the program he and 
some of the others in the program were like `bulldozers'. The program taught him to empathise 
with others and understand the `buttons that drive them'. The same participant claimed that his 
staff would have noticed a change in him as a result of the program. However, he confessed to 
`reverting to previous behaviour' occasionally, but was very aware of what he was doing. In 
reflection, another participant indicated that the program enabled ‘zero tolerance of personal 
undermining'. In contrast to these fairly significant changes to self and relationships with 
others, only one participant noted that the program did not yield dramatic change in his way of 
operating. He claimed that the contribution of the program was its ability to reinforce his 
behaviour which was already ‘open’ . 
 
In the second interview, participants reinforced the point that the program enabled them to view 
their practice in a different light and to utilise a range of skills to enhance their practices. For 
instance, one participant claimed that the program helped him to see that there were `many 
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facets of the gem'. Another claimed that it enabled her to realise that she does not have to 
manage the ‘whole process' all of the time. Another confirmed this when he said he did not 
`try to micro-manage or control things' as much as he had done previously. Specific skills 
that participants described included `filtering, double loop learning' and `cellular models'. In 
summary, then, Phase 2 reinforced strongly the findings from Phase 1 in that participants could 
associate important changes in themselves, their practices and improved relationships with 
work colleagues as a consequence of experiencing the ELDP. Perhaps one of the most  
intriguing aspect of the data collections was the strength of personal belief that remained some 
years after completion of the program. 
Organisational Changes Linked to the ELDP (Phase 2 ) 
In Phase 1, participants did not articulate any specific organisational changes that they made as 
a consequence of participating in the program. The types of changes that they described 
focused on their growth as individuals and their improved interpersonal skills with colleagues 
and clients. It seemed that the program's immediate power lay in its ability to transform them 
as people. For this reason, we decided that a key question we would ask participants in the 
follow-up interview was whether they could identify any organisational changes that could be 
linked directly or partially to their participation in the ELDP. 
 
An important organisational change participants identified was the deliberate change in the 
`way we do our business'. Here participants identified `an open organisation [that] allows for 
debate not defensive [behaviour]'; `collaboration among regional managers' 'networks with 
key stakeholders and principal advisors' and overall, a `more inclusive approach in 
organisational management'. Another participant commented that there was now `greater 
awareness of need to include "non-rational " issues in organisational decision making'. 
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These changes seemed to have been achieved due to the `breakdown of formal structural 
barriers that inhibit[ed] trust'. Another important organisational change was the development 
of ‘mentoring networks' that provide ongoing support and information sharing among 
managers in different departments of the public service. 
 
One participant indicated that she shared some of the skills developed from the ELDP with 
staff in her office. She also changed some of the organisational structures of groups for which 
she was responsible. Part of her changes included putting in place mentoring arrangements 
and networking strategies for staff in order to create an ‘organic' working climate. A visible 
and high profile change that did emerge from the collective efforts of this first cohort of 
ELDP participants was the introduction of an integrated Government initiative that enables 
customers or clients easy access to information and services provided by the Queensland 
Government. This scheme, called Access Queensland, allows clients to access services 
through a combination of both traditional (i.e. the telephone and over-the-counter) and new 
pathways (i.e. on-line). For Queenslanders without any knowledge of government services, 
the new scheme provides a quick and efficient way of integrating customer-friendly services 
(Queensland Government, 2002, http://www.iie.qld.gov.au/ssq). The idea for this scheme 
emanated from participants' desire to create a scheme that was not only more responsive to 
customers but also more likely to produce improved customer service and outcomes. Access 
Queensland has now become `core business' with the State Government's agenda. 
One of the participants commented that some participants 
were better placed than others to give organizational effect to the principles that had 
been discussed and adopted through ELDP…they were able in both explicit and 
implied ways to embed the principles of openness, clarity and relational honesty in 
their home agency and inter-agencies. This reflected their pragmatic understanding 
of how ELDP should  be implemented…Success was uneven, but commitment was not. 
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Discussion 
The discussion that follows pursues four key themes that emerged from the findings of the 
study. The first three themes pertain to the outcomes of the ELDP experienced by the 
individuals concerned and the final outcome considers the impact of the program on the 
individuals' organisations. 
Self awareness and improved skills 
During the experiential learning activities, participants claimed that the opportunity to reflect 
upon their experiences personally and collectively assisted them to acknowledge their own 
positions and review the effectiveness of their current practices (Andresen et al., 2000, p. 
233). From the discussions with participants, there seemed to be very little doubt that the 
ELDP achieved its objectives of building greater self awareness and developing their skills in 
working with and relating to others in order to ‘break down the silo walls' that existed among 
their respective departments. Interestingly, the positive experience of the ELDP was not 
peculiar to this group alone. In 2000, the OPSME conducted an extensive evaluation of its 
three major leadership programs (one of these was the ELDP). The report's findings indicated 
that there were positive impacts of all of the programs on individual and team levels in terms 
of changed behaviours and outcomes (OPSME, 2000, p. 4). As an example, more than 75% 
of respondents reported an improvement in all areas of leadership capability since attending 
the programs and more than 85% indicated they now have an improved leadership style and 
improved ability to communicate and build relationships with others (OPSME, 2000, p.13). 
Understanding of others and relationship building 
The ELDP participants maintained that the program helped them not only to improve their 
self understanding, but also their understandings of and relationships with their peers, clients 
and other staff. For instance, 90% of participants surveyed by the OPSME (2000, p. 13) 
 19
reported that they had an improved ability to build good relationships with others as a result 
of attending the leadership programs. In this study, the ELDP participants indicated that the 
program helped them to understand and appreciate the non-rational dimensions of leadership 
(DTIR, 1998) and go `below the green line' where they developed the tools and skills to 
create and maintain more trusting and respectful relationships with colleagues. It also 
appeared that participants engaged with the four key elements of authentic leadership (Bhindi 
& Duignan, 1997). For instance, self-discovery and understanding of others (authenticity), 
group energy to create a new vision for the future (intentionality), understandings others' 
feelings, needs (sensibility) and spirituality (rediscovery of the spirit within individuals) since 
these elements constituted their descriptions of the impact of the program on their lives. As 
one participant said, the program led to a `pathway of spiritual growth' and it helped them to 
move from their `head to the heart' reinforcing the human centred (Ehrich & Knight, 1998) 
nature of leadership. For many participants, the program transformed their consciousness, 
their lives, and their work practices. 
Strong emotional ties 
An interesting and important outcome of the ELDP was the degree of emotional intensity in 
which the participants engaged with each other during the course of the experiential learning 
process. The comment by one participant that `we were prepared to do anything for each 
other' is an illustration of the strong emotional bonds that were forged amongst participants. 
This outcome was similar to that described by Blackler and Kennedy (2004) in their 
evaluation of a leadership program for CEs in the UK public service. A significant finding 
they reported was `the strength of feeling' (p. 190) and the ‘emotional aspects of collaboration 
and learning' (p.190) that characterised participants' behaviours during the program in 
addition to being part of the discourse provided by participants when they were interviewed 
about the effect of the program. 
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In the case of the ELDP, close ties amongst participants in the cohort continue to be strong to 
this day. Participants referred to ‘monthly breakfast meetings', ‘afternoon teas', ‘weekends 
away'. They stated that they continue to meet on a regular basis for personal and work-related 
matters. The night before the 2003 interview took place, fourteen out of the original group of 
22 had enjoyed an evening together. One participant described the bond they developed as 
‘lifelong'. Noteworthy was that members of the group indicated that their cohort was ‘unique' 
since it was the first of its kind to be offered to senior managers. As one participant noted, the 
program ‘serendipitously' brought them together. To their knowledge, participants could not 
think of any other cohort of ELDP participants that have enjoyed the same closeness, 
intensity and enduring friendships as they have experienced. One participant explained the 
experience of the ELDP as 
emotional, difficult to explain. It was like being at a performance, ... an opera or a 
symphony, something that moved you, and someone outside asks you, "what it was 
like "? ... our group continues to meet because it is a way of getting back in contact 
with the experience. 
 
Interestingly, Blackler and Kennedy (2004: 195) commented that their program could be 
described as ‘providing a therapeutic experience' for its participants since it gave them a 
space (i.e. a safe and contained environment) where they could examine conflicts and 
contradictions. It would appear that for many of the ELDP participants, the experience was 
therapeutic if not cathartic. 
Enhanced organisational performance? 
Collins (2001, p. 8) reminds us that `for leadership development programs to be truly 
effective they should add value to the entire organisational system at all of the core levels: 
organisation, group and the individual'. This is a fair comment given that organisations invest 
considerable resources (time, money, energy) to management development and therefore are 
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entitled to expect that organisational performance will be improved in some way. Yet, as 
Alimo-Metcalf and Lawler (2001) state, the impact of leadership development initiatives on 
organisations is not so easily determined and `at best, inconclusive' (p.9). In their assessment 
of the leadership program for CEs in the UK, Blackler and Kennedy (2004) make a similar 
point when they say that ‘questions remain about the ways in which it [the program] 
supported their [the participants'] learning and what the broader implications of this case 
might be' (p. 190). While evaluations of leadership development programs (Alimo-Metcalf, 
2001; Blackler & Kennedy, 2004) have shown that they can and do assist individuals in self 
development, the tangible results for organisations are not easily identified and measured. It 
would seem from the descriptions provided by the ELDP participants, however, that they 
were able to make some significant changes to their management practices and particularly 
their ability to build and maintain relationships with staff, clients and peers. The implication 
is that the organisation would have benefited by these intangible changes as well as the very 
tangible change to customer service delivery through the initiative, Access Queensland. 
Noteworthy was the finding from the OPSME's evaluation (2000, p. 4) that changed 
behaviours and outcomes at the organisational level were evident in some but not all 
agencies. This finding was based on interviews carried out in 2000 with forty supervisors of 
leadership development graduates. It seems that an ongoing challenge for agencies like the 
OPSME and other bodies that sponsor leadership development programs is to determine 
measures that will help them identify outcomes not just for individual leaders but also the 
organisation. Perhaps a way forward is to address this issue by linking personal and 
organisational goals to development objectives (OPSME, 2000, p. 11). The findings of this 
study have shown that leadership development planners may need to think through ways of 
designing programs whereby outcomes for individuals, teams and the organisation as a whole 
are more readily recognisable. 
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Conclusion 
It seems unlikely that the strong demand for leadership development programs will disappear 
in the future. Organisations will continue to look at a myriad of ways of developing 
and enhancing the effectiveness and efficacy of their leaders because of the assumption that 
better equipped leaders will be able to deal more successfully with change and complexity 
and in turn improve organisational performance. This study takes as its focus a leadership 
development program that was designed to 
strengthen ...[participants'] ... leadership performance through personal reflection and 
behavioural practice. The program provides participants with tools and techniques 
that allow them to begin the process of finding new and more effective ways to lead 
organisations and people (OPSME 2003, p. l, 
http://www.opsme.qld.gov.au/leadership/eldp.htm). 
 
In terms of the broad aims stated here, the program was successful according to the 
perceptions of the first cohort of participants who attended it. Not only did it help to unearth 
much valuable self-knowledge, but also it enhanced their people and relationship skills. The 
program gave them the opportunity to ‘work below the green line' and engage with the non-
rational dimensions of leadership in a supportive yet challenging environment. An important 
consequence was that as a group they learned to not only work collaboratively with each 
other during the nine day program, but also to accept, appreciate and value each other. The 
strong sense of camaraderie, mutuality, unconditional positive regard, friendship and loyalty 
developed through the experience continues to be one of the critical outcomes of the program 
for participants. 
The findings of this study lend support to a growing body of literature (McEvoy & Buller, 
1997; Mitchell & Poutiatine, 2001; Tight, 2000) that maintains the centrality of experiential 
methodologies for bringing about transformational learning for its participants. Another 
finding worthy of highlighting here was that some participants struggled to find examples of 
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concrete outcomes or some long-term effects of the ELDP for the organisation. Given that 
other literature has identified the difficulty of determining the impact of leadership 
development programs on organisations (see Alimo-Metcalf & Lawler, 2001) and given that 
the focus of the ELDP lay with developing leaders' non-rational and relational leadership 
skills and competencies, this finding was not totally unexpected. As alluded to previously, it 
is likely that the key outcomes of improved self knowledge, better relational skills and 
stronger networks identified by the ELDP cohort participants had a positive impact upon the 
culture of the organisations concerned. 
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